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ABSTRACT 

The investigation was designed to study variations in 
organizational coaaitsent and job satisfaction, as each related to 
subsequent turnover asong a saaple of recently eaployed psychiatric 
technician trainees. The analysis took the fors of a longitudinal 
study across a 10 and a half uonth period, vith attitude aeasures 
collected at four points. It vas found that, for this saaple, job 
satisfaction aeasures were better able to differentiate future 
stayers froa leavers in the earliest phase of the study. However, 
with the passage of tiae, organizational coaaitaent aeasures proved 
to be a better predictor of turnover, while job satisfaction failed 
to predict turnover in the^ later tiae periods. These findings are 
discussed in the light of other related studies on the topic, and 
possible explanations for such findings are ezaained. (Author) 
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This investigation was designed to study variations in organizational 
coxmaitroent and in Job satisfaction, as each related to subsequent turnover 
among a sample of recently-employed psychiatric technician trainees. The 
analysis took the form of a longitudinal study across a 10-1/2 month period 
with attitude measures collected at four points in tliM* It was found that' 
for this sample, job satisfaction erasures were better able to differentiate 
faLu^.^ stayers from leavers In the earliest phase of the study. However, 
with the passage of time, organizational commitment measures proved to be 
a better predictor of turnover, while job satisfaction failed to predict 
turnover in these later time periods. These findings are discussed In the 
light of other related studies on the topic, and possible explanations for 
such findings are examined. 
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ORGANIZATIOHAL COMMITMENT, JOB SATISFACTION 
AND TURNOVER AMONG PSYCHIATRIC TECHNICIANS^ 
Lyman W. Porter^, Richard M. Steers^ 
University of California, Irvine 
and Paul V. Boulian 
Yale University 

The probl«n of employee turnover has continued to plague organlaatlons 
in recent years despite an increase in investl«ations into factors affecting 
•ueh behavior. With few exceptions, attitudinal studies of turnover have 
focused on the construct of Job satisfaction as a predictor of tenure. A 
fairly strong and consistent relationship has gen..-:iy been found across 
various samples between greater job satisfaction an? the propensity to 
remain with the organization (Brayfield & Crockett I955t Her^berg, Mausner, 
Peterson & Capwell, 1957; Vroon, 1964; Porter & Steers, 1973). The. 
failure to experience such satisfaction, then, appears in many cases to 
influence significantly the decision to terminate and seek alternative 
employment. 

Recent investigations of turnover have typically attempted to replicate 
the findings of previous stt^ies and have generally failed to look beyond 
the job satisfaction construct for other potential predictors of turnover. 
Little in the way of new inforaatton has thus been added to our knowledge of 
the withdrawal process. In addition, such research has been consistently 
static m nature, collecting attitudinal nmasures at one point in time and 
comparing such data with either present or future turnover rates. As 
pointed out by Lefkowltz and Katz (1969). attitudinal measures of factors 
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associated with turnover do not remain constant over time. Because of 
this, it appears more appropriate to oeasure patterns of attitude chanRes 
over time as they relate to the propensity to leave than to rely on a single 
meAJurement at one point in time. Our knowledge of the turnover process 
could therefore be expanded, at least in part, by the followlnRi (1) 
investigations into other potential constructs relating to turnover in 
addition to :iob satisfaction, and (2) measures of attitudlnal changes over 
t^ as they affect withdrawal. The present study is designed to accomplish 
both of these objectives. 

This study focuses on the attitude construct of organisEational conwlt- 
ment, in addition to job satisfaction, and coiq>ares their respective 
predictive powers in differentiating stayers from leavers among a sample of 
psychiatric technician trainees. The assess^nt takes the form of a 
longitudinal study over a 10-1/2 ii»nth period. 

Based on previous findings, we wuld expect overall Job satisfaction 
measures to be inversely related to turnover. Rulin (1966, 1968) found, 
for example, that turnover among a sample of clerical workers could be 
accurately predicted by using the unweighted sum of the scores on the 
five-scale Job Descriptive Index. Similar findings have been des^nstrated 
by Wild (1970) and Waters and Roach (1971). In addition, Katzell (1968) 
and Dunnette, Arvey and Banas (1969) found that both stayers and leavers 
entered an organization with similar levels of expectations. Holder, 
those who later left found It Increasingly difficult to satisfy these 
expectations as time went on. while those v^o remained found it easier to 
experience such satisfaction over time. 

When Individual components of job satisfaction (e.g., satisfaction 
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with pay) have been used to predict turnover, fairly consistent results 
have been found for several factors. Satisfaction with pay, proaotion, 
supervision, co-workers and the work itself have all been found to be 
generally related to the propensity to remain (Friedlander & ^felton, 1964; 
Knowles, 1965; Ley, 1966j Hulin, 1968; Farrls, 1971). Such findings are 
not universal, however, as some studies found certain of these factars 
unrelated to withdrawal (Kilbridge, 1961; Taylor & Weiss, 196%; Telly, 
French & Scott, 1971; Waters & Roach, 1971). Given the strength of relation 
between overall job satisfaction and turnover, it is not surprising to find 
fairly strong relations between many of the components comprising the 
overall measure and turnover. We would therefore expect in our sample that 
the global measure of job satisfaction would be inversely related to 
turnover and that, in addition, at least some of the cmrponents of job 
satisfaction would also be so relate. 

Far less is known about the relation between organizational commitment 
and turnover, as no studies have been published relating these two variables. 
OrRanizational conmltment is defined here in terms of the strength of an 
individual's identification with and Involvement in a particular organization. 
Such coamltment can generally be characterized by at least three factors: 
(1) a strong belief In and acceptance of the organization's goals and 
values; (2) a willingness to exert considerable effort on behalf of the 
organization; and (3) a definite desire to maintain organlzatlocAl member- 
ship. Some evidence exists that a stated intention to remain with the 
organization, a component of commitment, is strongly and inversely related 
to turnover (Kraut, 1970; Atchison & Lefferts, 1972). In addition, it can 
be argued that individuals highly committed to an organization's goals and 
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willing to devote a great deal of energy toward tkoae ends would be 
inclined to remain with the organisation in an effort to assist in the 
realisation of such highly-valued objectives. We would thus expect 
organisational ce«nlt«ent to be inversely related to turnover. While the 
individual «ay be dissatisfied with either his pay or his supervisor, for exa»ple, 
a high degree of coaaitntent to the organization and its goals aay serve to 
override such dissatisfaction lis decision to continue participation in 
organisational activities. That is, oeasures of orR«c»isational coa«it«ent 
nay be more effective predictors of turnover than Job satisfaction, at 
least under certain circumstances. In other cases (e.g.. where «oney is 
very important to an employee and where he is quite dissatisfied with his 
salary), on the other hand, satisfaction with various aspects of the job 
may take precedence over coaaltaent in the decision to participate. 

The use of psychiatric technician trainees as subjects for such a 
study has a number of advantages. The training requir««ent8 and procedures, 
as well a. the pay and promotional opportunities during the first year of 
employment, are all standardised either through hospital policy or state 
law. In addition, the subjects do not differ greatly from one another in 
demographic characteristics or in socio-economic backgrounds. Thus, many 
personal and organizational environment factors are essentially held 
constant. The major factors left uncontrolled are informal social inter- 
action patterns and the formation of individual totpectations, needs and 
desires on the job. [A more detailed examination of the job environment 
and role requirements of psychiatric technicians may be found in Rushing 
(1964) and Strauss et al. (1964).] A further reason for selecting such a 
sample is that these trainees typically tend to have high rates of turnover. 
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rinally, as increasing emphasis is placed on health sciences in the futjre. 
It is especially important to learn njore about the job environaent and 
employee attitudes of such workers. 

Method 

Subjects and Research Settinft 

The subjects in this study were drawn from two classes or groups of 
psychiatric technician trainees employed by a major west coast hospital for 
the mentally retarded. The training course for these fflsployees f»s one 
year in duration, including 1,000 hours of supervised clinical experience 
and 400 hours of on-site classroom lectures. The clinical tasks required 
of the trainees were quite varied, ranging from feeding and dressing 
patients to doing physical threapy and using such techniques as behavior 
shaping and operant conditioning. During the training period, the tech- 
nicians received a i^dest salary. 

The demographic characteristics of the two training groups were very 
similar. The average age of the Group 1 trainees was 28.0 years, while 
Group 2 trainees had an average age of 29.0 years. Group 1 consisted of 
five males and twenty-fivfe females, while Group 2 had nine males and twenty- 
one females at the beginning of the study. Subjects in both groups typically 
had a high school education. In addition, selection procedures for both 
groups were identical, as were the training sequences, ward assignments, axui 
instructors. The training groups were begun two months apart. Becaus'i of 
the similarity of the two groups, it was felt combining thoa Into one study 

group was justified for purposes of analysis. 

As with most state hospitals, this organization had a long history of 
high turnover among Its psychiatric workers, especially among those with 
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shorter tenure. Psychiatric technicians traditionally have turnover rates 
ranging between 30% and SOX during the first year of "full-tlae" efsployment 
(i.e.. after completion of training). Those enplovees with one or more 
years of full-tiae tenure typically average a 25Z turnover rate. Similar 
turnover rates were found in the present sanclc. A total of 84 individuals 
began training in Groups 1 and 2. However » by the beginning of this study 
(approximately nine nonths later), only 60 individuals rotaiiied. These 60, 
then, constituted the Initial study group. During the roaaifuler of the 
study period, however, 27 m>tB individuals terwinated, or 45X of the sample. 
Instnaaents 

Two research instruments were used in the attitudlnal assessment. 
Each will be discussed briefly. 

Organizational Coaai taeot Questionnaire . This 15~item questionnaire 
was designed to solicit a measure of the degree to which sub.iects feel 
committed to the employing organization. Included in this instrument are 
items pertaining to the subjects perceptions concerning his loyalty coward 
the orRanlasatlon, his willingness to exert a great deal of effort to 
achieve organizational goals, and his acceptance of the organisation's 
values. All items represent statmnts to which the subject responds on 
seven-point Llkert-type scales, ranging fras "strongly disagree" to 
"strongly agree". A measure of overall cramitment is derived by taking the 
mean score across all Iteas. The internal consistency (coefficient aloha) 
correlations on this instrument ranged from .82 to .93 across the four time 
periods. 

Job Descriptive Index. The JOI ^s employed to measure satisfaction 
with five aspects of the sub.lects* jobs; supervision, co-workers, work. 
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pay. and promotion. In addition, tha «m«sightad sum of the flv« scales was 
used as a measure of overall satisfaction. Validity and reliability data, 
as well as scoring techniques, for the JDI are described in Smith. Kendall 
and Hulin (1969). 
Data Colleceion Proc^uraa 

InstruMnts were administered to the subjects during four sequential 
time periods by the researchers. Confidentiality of responses was assured 
by both the university researchers and hospital fflanag«»ent. *tereover. 
subjects were given the opportunity to decline oartlcipation but none did 
so. The first administration (designated Time Peri<Hl I) «as given 10 weeks 
prior to the completion of the training program. Only Group 1 (n - 30) 
participated in this administration since Group 2 had already passed this 
point in their training program. 

The remaining three administrations (Time Periods 2. 3. and 4) were 
given to both groups 2 weeks prior to training completion. 2 ^eks after 
beginning "full-time" work (i.e.. after training), and 6 weeks after 
beginning full-time work. Subjects who did not comolete the training 
program and left during the initial data collection periods were dropped 
from the investigations because of insufficient attitudinal data across 
time. The sample size fluctuated somewhat during the latter three adminis- 
trations due primarily to an inability to secure unanimous participation of 
all subjects during all time periods and to a very small amount of turnover 
. between the third and fourth administration periods. The resulting sample 
si^es for these three periods were, respectively. 47. 51. and 45. Thus, 
while a pure longitudinal design »as attempted, it was not possible to 
achieve an enflrely homogenous sample across time. Turnover data, based on 



8. 

hospital records, were collected up to 8 aonths followltiR the coraoletlon of 
the training prograa. 

Results 

Attitudinal Differe nces Between Stavers and Leavers Across Tiae 

The saaple was divided into stayers and leavers based on subsequent 
turnover data, and nedn scores for each group were calculated on the orga- 
nizational commitment and Job satisfaction instruments for each tiae period. 
Results are presented in Table 1. Because we would expect the mean score 
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for stayers to be greater than the mean score for leavers, differences were 
tested using one*tail^ t-tests. 

As is evident from Table 1. the mean score on organizational commit- 
ment for stayers is higher than that for leavers during Ti^ Period 1 (10 
weeks before the completion of training). But the difference, while \ 
approaching p<.05, is not significant at that level. For Time Period 2, 
however, the difference between mean commits^nt scores for stayers and 
leavers is highly significant (p<.005). Thus, two weeks before the comple- 
tion of training and the beginning of full-time work, fairly accurate 
predictions can be made with respect to the propensity to leave during the 
following year. This highly significant difference between stoyers and 
leavers on the coaajitment instrument continues through the third and fourth 
time periods. 

Commitment scores among stayers continued to rise over time thrcugh 
Tina Period 3. but declined slightly in the fourth period. Meanwhile, 
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coiamitment scores among leavers rose very slightly from Tixm Period 1 to 2 
and thereafter consistently dropped off. The difference betveen stayers 
and leavers with respect to organizational commitment, then, increases over 
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In contrast, mean scores between stayers aiK! leavers on overall job 
satisfaction generally tend to converge over time. As shown In Table 1, a 
significant difference exists (p<.05) between the two grows for Time 
Periods 1 and 2. Hoi^ver. mean differences for Time Periods 3 and 4 failed 
to reach significance. It should be noted that both stayer and leaver 
satisfaction curves increased in Time Period 3. but such a change is not 
surprising, since these measures were taken two weeks after the beginning 
of full-time work as certified psychiatric technicians (with an accompanying 
increase in pay). This Increased satisfaction was taaporary, however. 
During Time Period 4. the satisfaction scores for both groups dropped to 
their lowest points In the study. 

As expected. Table 1 also shows a great ai^unt of fluctvnion among 
the various subscales of the JDI across time periods. While mean scores 
for stayers are typically higher than those for leavers, few significant 
differences were found. In addition, those significant differences that 
were found did not follow any consistent pattern. For example, satisfaction 
with pay scores for stayers and leavers were only significantly different 
in Che first time period and no other, while satisfaction with proi^tion 
scores were only significantly different in the third period. 

From the data presents! here, it appears as if subiects* attitudes as 
they relate to turnover are directed primarily toward Job-related factors 
in the organizational environment during the very early phases of «aploy- 
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«.t. However. « tine goes on. Increased attention appaare to be directed 
toward the »ore broadly-ba.«i organizational context factors. That is. 
baaed on these data, it appears as i£ employee attitudes a. they affect 
turnover become increasingly directed over tl»e toward particular aspects 
Of the total orga«t«itlon (e.g.. its goals, values, etc.) Instead of toward 
the l««dlate Job envlron»nt. This point will be discussed In greater 
detail below. 

Partial Corralatiai.. Between A^ f ltudes and T..rn«,.^ 

The homogeneity of stayers and leavers with respect to demographic 
Characteristics is reflected in the general lack of significant differances 
between the two groups on these variables. No slgniflcaat dUferenc.s were 
found between the two groups on education, tenure, male-female ratio, or 
income. One Important exception, however, was age. The naan age for 
stayers „a. 31.9 years, significantly higher (p<.oi) th«. the mean age of 
leavers. 23.9 years. This relation between age and turnover has been found 
elsewhere and was not surprising (Minor. 1958( Fleishman and Bemlger. 1960, 
ley. 1966, Stone and Athelstan. 1969, Farrls. 1971). However, such a 
finding did open the possibility that attitudes or turnover might be 
accounted for solely by age. 

The small size of the present sample precluded the use of matched 
pairs to control for age as has been done elsewhere (a,li«. 1966. 1968). 
The effects of age «=re therefor, statistically partialled out in the 
analysis phase. Pearson Product Moment correlations were calculated 
between age. turnover, and the two attitudes. The use of the Product 
Moment method on the turnover variable (a dichotomou. variable) is 
justified here since it yields the same results as would the blserial 
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correlational »ath*- (NunnaUy. 1967). Partial correlations were then 
computed between the attitude variables and turnover, holding age constant. 

The partial correlations between the two attltudlnal constructs and 
turnover, with age held constant, are presented in labia 2. As can be 
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readily seen fro. this table. a«e. while lowering the .lgnlflc«.ce levels 
soBewhat. is not an li^rtant Boderator of the co«lt»ent-turuover relation- 
ship. Organizational conmltBent scores still accurately differentiate 
stayers from leavers for the latter three tl«e periods (p<.OS. p<.01. p<.01. 
respectively). 

On the other hand, partlalllng out the effects of age serves to 
eliminate the significant relations between overall Job satisfaction and 
turnover for Tine Periods 1 and 2. Thus, with age held constant. .1ob 
satisfaction as iseasured here was not found to effectively differentiate 
stayers from leavers in this sa-ple. In addition, holding age constant 
sl«ilarly eliminates four of the five significant relations reported above 
between the various JDI subscales and turnover. Thus, age was found to be 
an importanr moderating variable in the relationship between Job satis- 
faction and subsequent turnover. 

Discussion 

. The purpose of this investigation was to study patterns In organiza- 
tional commitment and Job satisfaction across time as they relate to 
turnover among psychiatric technicians. Based on the data presented hare, 
several points warrant emphasis and discussion. 
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In:.tlally, so«e consideration oust be given to the relationship between 
the two attitude constructs themselves so as to determine the relative 
degree of independence of the -ajor predictor variables under study. Across 
the four tiae periods, comaitoent and satisfaction were Intercorrelated at 
.66. .61, .56, and .79, respectively, for this sample. On the average, 
then, these two attitudes shared approximately 44% of the common variance. 
Therefore, while it must be recognized that the two constructs are fairly 
closely related, they are still distinct enough so that two somewhat 
independent attitudes can be identified for purposes of study. 

When the data are viewed within a cross- sectional fraaowork. it becomes 
apparent that leavers as a group consistently scored lower than stayers on 
both attitude measures during all four time periods. ThlE difference is 
particularly strong on the coraaitment instruiMnt, where differences of a 
highly significant nature were foimd for three of the four time periods. 
While leavers are thts identified as being less committeti. as well as less 
satisfieci. the data are not sufficient to demonstrate why such differences 
occur. C^e possible explanation may be found in the existence of substan- 
tial differences between stayers aiid leavers with respect to the degree to 
whlcn their expectations had been met on the job (Porter L Steers. 1973). 
It is possible that the relatively stable "reward" system (e.g.. pay. 
training procedures, task requireaents. and Instructors and supervisors 
were common to all subjects) was insufficient to meet the i:;n>ectatlons of 
those who later left, but was quite adequate to fulfill the expectations of 
those who remained. While the present Investigation was not speciflcallv 
designed :o test this hypothesis, support for such a possibility can be 
found elsHwhere in the literature (Dunnette et al., I969j Kataell, 1968; 
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Macedonia, 1969j Waits, 1956; Youngberg, 1963). In other words, lower 
degrees of conmitment and satisfaction and resulting higher turnover nay 
have occurred because the realities of the Job enviromaent were not per- 
ceived to be adequate when compared to what some subjects expected at the 
time of emplgyiaent. 

A second important point illustrated by the data concerns changes in 
attitudes over time. When the data are viewed in a longitudinal fashion, 
it becomes apparent that differences between stayer and leaver mean 
conaaitment scores widen with increases in tenure. Conversely, the 
differences between stayers and leavers on both the overall scale and on 
the various sub-scales of the Job satisfaction instrument tend to diminish 
over time, although such a pattern is not entirely consistent. In fact, 
the greatest maober of significant differences between the two groups' 
satisfaction scores occur in the first time period, and differences 
generally decline thereafter. Moreover, not only do the mean satisfaction 
scores for stayers and leavers converge over time, but in addition the 
cuirves for both groups fluctuate considerably across time with no discern- 
ible patterns. 

The different findings between these two related constructs aav, in part, 
result from basic differences in the nature or make-up of the two attitudes. 
Organizational commitment, on the one hand, appears to be a relatively 
intangible and abstract phenomenon, possibly requiring an enployee to think 
in fairly global terms about his relation to his employer (e.g., his degree 
of agreement or disagreement with the organization's goals and values). We 
might expect that such a "searching out" process would require a greater " 
amount of time to develop, during which an individual would either come to 
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feel a p.rt of the orRaalzatlon (I.e.. Identify »lth the organization) or he 
would not. Job eatlsfactlon. on the other h««l. appears to be largely 
aesociated with relatively apeclflc and tangible aspects of the work 
environment (e.g., pay. proBotlonal opportunities, required tasks, etc.). 
Reactions to such factors «y be «ore spontaneous and more qulcUy developed 
than those for commitment. Moreover, depending on short-run alterations In 
the task environment, these reactions may also be more transitory in natur. 
than those for commitment. Such e^Unatlons could In large ««isure acc«.nt 
for the shift, m satisfaction levels over time among both stayers and 
leavers. 

The major finding of the present study, then. Is that organisational 
commitment, as defined and measured here, proved to be a batter predictor 
of turnover than did Job satisfaction for thl, sample. In other words, the 
results indicate that In this organisational context general attitudes 
toward the organisation ma, be more Important In the decision to participate 
than the more specific attitudes toward one's particular Job. It must be 
remembered, how«,er. that such findings energad among a sample of psychia- 
trie technicians working in a state mental hospital. It is conceivable 
here that, given the nature and purpose of such an organisation, organisa- 
tional commitment may take on a special importance in the participation 
declaion. That is. employees working In such an organisation may feel that 
contributing their servicee toward worthy goals outweighs their like or 
dislike of the particular tasks required to attain such goals. Whether this 
Situation would e,ist among employees of profit-oriented business organise- 
tlons remains to be demonstrated. 

The general implication of these findings for future research on th. 



15. 



p.ycl.olo8y .f turnover is the necessity of looking beyond the Bore tradi- 
tional construct of Job satisfaction for other potentUlly significant 
factors that may affect the decision to participate or withdraw. While Job 
«ti.faction clearly appear, to be an important variable in such a decision, 
other attitudes ».y at times be even more important, especially among 
particular samples. Future Inveat'.gation. should consider searching 
outside the satisfaction-turnover paradigm for a more comprehensive 
explanation of vby people voluntarily leave their Jobs. Baaed on the data 
presented here, it appears that organisational co»l£ment may represent one 
auch factor involved in this complex process. ' 
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Table 2 

Partial Correlations Between Attitude Measures 
and Turnover Across Time Periods (Age held constant) 





Tine 


Time 


Tiisa 


Tima 




Period 1 


Period 2 


Period 3 


Period 4 


Attitude 


(-10 weeks) 


(-2 weeks) 


i*2 weeks) 


M weeks) 


Organizational Commitment 


-.02 


-.32* 


-.43** 


-.43** 


Job Satisfaction (JDI) 










Overall 


-.30 


-.17 




-.23 


Supervision 


-.19 


-.08 


-.03 


-.23 


Co-workers 


-.23 


-.14 


-.01 


-.15 


Work 


-.27 


-.21 


-.04 


-.15 


Pay 


-.34* 


.01 


-.01 


-.02 


Promotion 


-.12 


-.14 


-.27 


-.21 



* P<.05, two-tailed test. 
** p<.01, tw;*-.talled test. 
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